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1 Introduction 
1.1 Background 
The job of a manager is not easy. A manager should be aware of his subordi-
nates’ job description and possess competence concerning finances, labour 
legislation, administration, information technology and strategies. In addition, a 
manager should have understanding on people’s reactions to change and 
feedback, and on how they can be motivated and led to work towards a mu-
tual goal. Generally, managers should comprehend human behaviour and in-
teract superbly. A manager must, however, also have excellent self-
knowledge and understanding of his own behaviour and expressions of emo-
tions. Recognizing one’s strengths and development areas is also a required 
quality in a manager. Thus, the saying that a manager’s role is inhumane and 
the expectations towards a manager are completely unreasonable seems to 
be utterly true. (Järvinen 2011, 142–143.) The importance of management in 
organizations is, however, inevitable, which is why the managers’ competence 
in terms of managerial tasks should not be taken lightly.  
Understanding the importance of managerial work has a great impact on, 
firstly, the managers of the company, secondly, on their subordinates through 
the manager’s actions, and thus on the whole organization. The effect can be 
either positive or negative, depending on whether careful attention to the im-
portance of management work has been paid or not. (Aarnikoivu 2013, 34.) 
The thesis was assigned due to the case company’s desire to obtain recent in-
formation concerning the managers’ management competence within the or-
ganization. The ultimate goal of this thesis was to create a basis for the man-
agement development programme, which will be launched after the thesis. 
The aims were to investigate the managers’ current level of competence in 
terms of their strengths and development areas, but also to discover how the 
managers perceive the future challenges and their impacts on their compe-
tence needs. In addition, it was considered extremely beneficial for the as-
signor to find out the managers’ preferences in terms of development meth-
ods.  
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Management as such is an interesting and somewhat mysterious topic, which 
is researched continuously. This thesis is a case study and provides 
knowledge of the state of management in one particular organization. The the-
sis consists of a theoretical framework and an empirical part. The theoretical 
framework concerns two important themes in terms of management develop-
ment: management and managers, and development. The aim of the theoreti-
cal framework is to learn about management in general and its role in organi-
zations, as well as the competences of a manager. Development is also dis-
cussed in general after which it is looked at as a process that involves learn-
ing. Finally, the different development approaches are introduced. In the third 
chapter, the methodology is introduced and justified. The research results are 
presented in chapter four and chapter five consists of the conclusions of the 
research. Finally, in chapter six, the discussion of the research, the quality of 
the research are assessed and ideas for future research are suggested. 
1.2 The objective of the research and research questions 
The thesis serves as a basis for the manager development programme in the 
Jyväskylä Energy Group. The research problem was the lack of current 
knowledge related to the managers’ backgrounds and level of management 
competence. This created challenges to planning a development plan for 
managers within the organization. The purpose of this study is to gain infor-
mation about the current level of management competence of managers in the 
Jyväskylä Energy Group. The objectives of the research are to investigate the 
managers’ perceived strengths and development areas, and discover how the 
managers find the demands for management competence in the future. In ad-
dition, the research aims at learning the methods that the managers find most 
appropriate for improving their management competence, and which areas of 
development they see most important when considering the future needs and 
requirements in their work.  
In order to solve the research problem, the following research questions 
were generated: 
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1. What are the managers’ strengths and development areas in their cur-
rent management competences according to their personal experi-
ence? 
2. How do the managers in the organization see the demands for their 
work in the future? 
3. What are the most appropriate courses of action in order to improve 
management competence within the organization? 
1.3 Case company: The Jyväskylä Energy Group 
The research was executed among the managers of the Jyväskylä Energy 
Group. The Jyväskylä Energy Group is a local company that is owned by the 
City of Jyväskylä. The Group is composed of Jyväskylä Energy Ltd. and its 
three subsidiary companies. The Group produces, sells and distributes elec-
tricity, district heat and water with its subsidiary companies. The energy pro-
duction is accomplished in a sustainable and environmentally friendly manner. 
(The Jyväskylä Energy Group n.d.) The employees of the organization are dis-
tributed to four locations. At the moment, the Jyväskylä Energy Group em-
ploys approximately 260 employees and there are 51 managers altogether, in-
cluding the directors of the Group. 
The organization operates in the energy field, which is currently going through 
changes. The use of renewable sources of energy is increasing, which de-
creases emissions. Meanwhile, the low market price of electricity and price 
fluctuations create challenges and have caused shutdowns of production 
plants that are still in good condition. (Aula Research Oy 2016, 1.) The volatile 
situation in the field affects the case company, as well, and creates challenges 
to many extents, including management. The research concerns management 
competence within the organization. The current situation in the field has been 
acknowledged, however not emphasized in the research. 
2 Theoretical framework 
The theoretical framework of the thesis begins with determining the concepts 
of management and leadership as they are perceived in the thesis. The 
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theoretical framework includes discussing the role of management in 
organizations, and the current working environment of management. After 
this, managerial competences are introduced among with the concept of self-
efficacy. When discussing the ways of developing management, the 
development process is discussed and the methods chosen with the assignor 
are presented. Lastly, there is a chapter concerning the future of 
management, in which the prospects of the future management environment 
are taken into consideration. 
2.1 Management and leadership 
In the English language, the terms management and leadership can refer to 
the same matter, or be considered very dissimilar concepts. Kotter (2001) 
agrees that both management and leadership are required in order for an 
organization to be successful but still he differentiates the two quite strongly. 
According to him, management is about coping with complexity whereas 
leadership is about coping with change. Kotter compares the use of 
management and leadership to the military: in peacetime, good administration 
and management up and down the hierarchy is sufficient, and good leadership 
needs to be applied at the top of the hierarchy, whereas in wartime, 
competent leadership is required at all levels. He associates management 
with verbs such as plan and budget, organize and staff, and control and solve 
problems. Leadership is described with verbs such as set a direction, align 
people as well as motivate and inspire. (86.)  
When considering the verbs that Kotter (2001, 86) utilized to describe 
management and leadership, they all seem equally necessary in order for 
managers to succeed in their job. In the Finnish language, in fact, there is only 
one word to define management and leadership, and it is ”johtaminen”. 
Perhaps that is why it is quite natural for the author to see the two concepts as 
one. Hyppänen (2013, 14) affirms that it is not relevant to differentiate 
between management and leadership, because they are both essential for a 
good manager.  
Sydänmaanlakka (2005) also defends the integration of management and 
leadership and agrees that these two should be seen as a whole. There are, 
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however, different approaches to management, which Sydänmaanlakka has 
illustrated (see Figure 1). These approaches can be formed into six questions: 
How do you lead yourself? How do you lead others? How do you manage 
things? How do you manage technology? How do you manage markets? How 
do you manage strategy? The phenomenon needs to be divided into these 
smaller units in order for it to be studied. The distinctions should not, however, 
prevent people from seeing the management process as a whole. (23–24.) 
 
Figure 1. The different levels of management (Sydänmaanlakka 2003, 39) 
According to Armstrong (2012, 311), Mintzberg (2004) has summed up the 
difference between leadership and management in the following manner: 
“Let’s stop the dysfunctional separation of leadership from management. We 
all know that managers who don’t lead are boring, dispiriting. Well, leaders 
who don’t manage are distant, disconnected.” 
Armstrong (2012) describes the diverse perceptions of leadership and 
management by stating that some regard them as synonymous, whereas 
others consider them to be distinct, yet closely linked and equally necessary. 
Others see management as a subset of leadership, while others praise 
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leadership and demonize management. (ibid.) Perhaps it is safe to say that 
the possible difference between management and leadership is a matter of 
opinion and that there are no right or wrong perceptions. 
If this thesis were written in Finnish, it would be simple to use one word, 
“johtaminen”, when speaking of both management and leadership. Since this 
thesis is written in English, a choice must be made of the terms that are used. 
In this thesis the author uses the term “management” for the whole process 
and considers it to include the different management approaches, as 
illustrated in Figure 1.  
Management and leadership are considered to be synonyms, although when 
speaking of people management, it is more natural to use the term leadership, 
and when speaking of managing things, it is more natural to use the term 
management. In this thesis, when speaking of managers or leaders, it refers 
to the occupation, not to their characteristics or styles of performing their job.  
2.2 The role of management 
The role of management in relation to organizational success is inevitable. 
Whetten and Cameron (2005) state that the research findings of the studies 
that have been conducted across numerous industry sectors, international set-
tings, and organization types prove that skillful management is the key deter-
minant of organizational success. They especially emphasize the competence 
in the management of people in organizations. In surveys of CEOs, execu-
tives, and business owners, “bad management” has been constantly men-
tioned as the factor most responsible for business failure, whereas “providing 
better management” has been mentioned as the best way to ensure business 
success. The data suggest that management skills are more essential than in-
dustry, environment, competition, and economic factors combined. (4–5.)  
Bloom, Sadun and Van Reenen (2012) have researched the question of man-
agement’s effects on organizational success, though describing the answer to 
be somewhat obvious. They learned that many organizations around the world 
are badly managed, but also discovered a strong correlation between better 
management with measures such as productivity and firm survival. When 
studying this matter they took into consideration the three practices that they 
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state to be generally considered as the essential elements of good manage-
ment. The first practice is supporting long-term goals in the organization, yet 
having tough but achievable short-term performance benchmarks. The second 
practice is providing incentives by rewarding the high performers, but at the 
same time retraining or moving underperformers. The third practice involves 
monitoring the performance through rigorous data collection and analysis in 
order to identify opportunities for improvement. (77.) 
Sydänmaanlakka (2014) has introduced the new and innovative approach to 
leadership, which is formed of balancing three factors. Efficiency is essential, 
yet not sufficient alone, for an organization’s survival. In order to ensure effi-
ciency in the future, the organization must pursue towards continuous re-
newal. (53.) These factors suit the Bloom and colleagues’ (2012) definition of 
good management, which is, however, missing the last crucial part. Syd-
änmaanlakka (2014) describes wellbeing to be equally important as efficiency 
and renewal. The wellbeing of an individual, a team, and the whole organiza-
tion should be taken good care of. (ibid.) In order for wellbeing to come true, 
efficiency should be seen as a long-term aim (Sydänmaanlakka 2005, 101). 
The role of management in organizations requires thorough consideration and 
defining the procedures that take place in the everyday actions. The directors 
should deliberate whether the organization’s strategy is clearly defined, how 
the tasks and responsibilities have been divided and how the managers will be 
led to succeed. In addition, it should be carefully pondered whether the man-
agers have been provided with concrete tools and operations models, which 
enable them to be successful in their managerial tasks. (Aarnikoivu 2013, 16.) 
Only when it has been clearly defined what management means in practice, 
will it transfer to be the practice within the organization (Sydänmaanlakka 
2014, 39). 
Aarnikoivu (2013) describes management to be generally divided into people 
management, managing things, change management, managing wellbeing 
and managing competence. Often the managers complete these areas as dis-
connected procedures without understanding the causal connection of the ac-
tions. In these cases, the success of management in an organization depends 
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largely on luck. In order for the role of management in organizations to be suc-
cessful, it needs to be connected to the organization’s mission, vision and 
strategy. (17.) 
To summarize, in order for good management to come true in organizations, 
the managers need to understand the entirety of management and its role in 
that particular organization. On the other hand, the organization also needs to 
comprehend the managers’ role in order for good management to be fulfilled. 
In the following chapter, the discussion is drawn to what are the necessary 
competence areas of a manager and different perceptions of the manager’s 
competence are introduced.  
2.3 Management competence and self-efficacy 
Whetten and Cameron (2005, 6) describe the importance of management 
skills in the following way:  
Management skills form the vehicle by which management strat-
egy, management practice, tools and techniques, personality at-
tributes, and style work to produce effective outcomes in organi-
zations. Management skills, in other words, are the building 
blocks upon which effective management rests. 
Based on this description, it can be stated that focusing on management strat-
egies, management practices et cetera in organizations is, in fact, of no use if 
the managers lack management skills. According to Whetten and Cameron 
(2005), there are several defining characteristics that differentiate manage-
ment skills from other kinds of managerial characteristics and practices. Man-
agement skills are behavioral, controllable, developable, interrelated and over-
lapping, and sometimes contradictory or paradoxical. Behavioral means that 
management skills are not personality traits or stylistic tendencies, but rather a 
composition of identifiable set of actions performed by an individual. These set 
of actions lead to a certain outcome and can be observed by others. Controlla-
ble refers to the fact that the set of actions, known as management skills, are 
under the control of an individual. Management skills are developable, which 
means that unlike certain personality or temperament attributes, they can be 
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developed through practice and feedback. Management skills are usually uti-
lized as combinations of skills in order to achieve desired results, which is why 
they are described to be interrelated and overlapping. Sometimes manage-
ment skills can be contradictory or paradoxical, which means that managers 
cannot choose for example either orientation in soft skills or orientation in hard 
skills. (8, 10.)  
Sydänmaanlakka (2005) points out that even though formally leadership has 
been seen purely in terms of skills, it is essential to note that skills only form 
one part of competence. Competence consists of knowledge, skills, attitudes, 
experiences and contacts that make good performance in certain situations 
possible. Competence becomes apparent through concrete actions. Pos-
sessing a certain competence requires one to be able to apply it in practice. 
(150.) 
Whetten and Cameron (2005, 8) described skills to be developable. The same 
characteristic, however, is valid for competence. Achieving competence re-
quires a learning process, and developing competence calls for learning new 
things and unlearning old ones. A person can also possess a certain compe-
tence without acknowledging it. In this case, one may not be able to exploit 
the competence entirely. In order to develop, it is essential to identify one’s 
competence strengths and deficiencies. (Sydänmaanlakka 2005, 151.)  
Sydänmaanlakka (2005) has introduced the leadership competence tree (see 
Figure 2), which consists of six competence areas in the foliage and the roots 
of the tree. The six areas are professional competence, interpersonal compe-
tence, efficiency competence, leadership competence, wellness competence, 
and self-confidence. According to him, these areas represent the whole spec-
trum of leadership competence, and they may overlap to some extent. In the 
six areas, there are altogether 26 competences, which can be seen in Figure 
2. (148–149.) 
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Figure 2. The leadership competence tree (Sydänmaanlakka 2005, 149) 
Professional competence means that a person is able to gain maximum satis-
faction and fulfillment from his job. Being motivated, having clear objectives 
and enough competence, receiving feedback, having sufficiently challenging 
tasks and having the possibility to continuous development are features of 
professional competence. Professional competence refers to the competence 
required to perform the work tasks, and thus varies from job to job. Although 
good professional competence is crucial in a managerial position, it is not 
enough for when choosing a leader. (Sydänmaanlakka 2005, 152.) 
Interpersonal competence is crucial for a good manager. Assertiveness and 
empathy, as well as effective communication are essential competences. The 
manager should also be open and able to exert an influence. Networking both 
internally and externally has also become a necessary competence for man-
agers. (ibid.) 
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Sydänmaanlakka (2005) describes the leadership competence area to be the 
core of leadership competence. It consists of visioning, achievement, empow-
erment, team leadership, teaching and change management. Efficiency com-
petence includes competences that enable effective operations in the organi-
zation. Decision-making, time management and renewal, for instance, form a 
part of the efficiency competence area. (155–157.) 
The well-being competence area includes a person’s wellness in at all levels. 
In addition to professional wellness, the physical, mental, social and spiritual 
conditions should be taken into account. This area also includes the ability to 
positively manage one’s stress and anxiety as well as the ability to know one’s 
limitations and learn from one’s mistakes, which come together as humble-
ness. (ibid., 158–159.)  
While the six areas represent the competences, and what a leader does, the 
roots of the competence tree portray what a leader is. The five areas that form 
the being of a leader are values and principles; personality; energy and talent; 
personal vision and objectives, and; knowing yourself. These areas support 
good leadership and must be taken into consideration among with one’s home 
background, education and social context, which also influence the compe-
tence tree. (ibid., 148–149.) The competence tree represents an extremely 
wide perception of management, which includes not only the manager’s work 
self, but also the manager’s physical wellbeing and situation at home. 
Hyppänen (2013) introduces the study by Pirnes (2003) on management be-
haviour in Finland. Based on the study, which over 40 000 Finnish managers 
and experts took part in, seven important areas of management behaviour 
were discovered. The seven areas are ethics, will, implementation, interaction, 
cooperation, and mental and social flexibility. Ethics refers to the reliability and 
fairness of the manager, and also to which extent the manager is able to show 
example. A manager with good ethics treats people with respect. Will and im-
plementation are necessary when dealing with different tasks. Will can be 
seen in the determination and courage of the manager, whereas implementa-
tion is necessary when planning and scheduling procedures, and making 
quick decisions. Interaction and cooperation are required in relationships with 
other people in the work place. These behaviours include solving interper-
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sonal problems and understanding the reasons behind them, as well as sup-
porting one’s subordinates and considering the differences among them. The 
growth and development of the subordinates should also be considered in 
multiple ways, such as sharing information, encouraging them to take initia-
tive, and engaging the subordinates. Mental flexibility refers to the manager’s 
ability to both create change and change oneself. A socially flexible manager, 
on the other hand, is able to change the courses of action when having been 
mistaken or when encountering feedback. (30–31.) 
Järvinen (2011) emphasizes four requisites that each manager should recog-
nize and fulfill. The first requisite is exemplariness, which basically means that 
a manager should act as the role model and show an example of how to be-
have and act in the workplace. A manager cannot demand such behaviour 
from others that he does not actualize himself. This, however, implies that the 
subordinates will most likely keep a close eye on the manager’s behaviour 
and possible mistakes. The second requisite is professionalism. It refers to the 
manager’s task to represent the basic task and purpose of the organization in 
all his actions. The manager should primarily make sure that targets will be 
met efficiently and according to the directions and also put the decisions and 
strategy made by the directors into practice. Fairness is the third requisite for 
a manager and it is strongly related to leadership. It means that a manager is 
able to treat everyone equally, which requires maintaining the professional 
role at all times. Being able to realize fairness calls for clear rules and instruc-
tions, according to which everyone in the workplace operates. The assess-
ment and rewarding of personnel should have transparent criteria. The three 
requisites are strongly related to the manager’s professional self, whereas the 
last requisite, authenticity, concerns the manager’s character and personality. 
Even though there are requirements that a good manager should fulfill, it is, 
yet, essential that the manager has the courage to lead in his own personal 
way. Being authentic allows the manager to have flaws and yet awake confi-
dence among the subordinates. False behaviour might cause suspicion 
among subordinates and may, in fact, prevent an open interaction to take 
place between the manager and the subordinates. (144–148.) 
 
 
15 
 
 
Self-efficacy 
In addition to the different competences a manager should possess, it is inter-
esting to get acquainted with the concept of self-efficacy and its possible effect 
on an individual’s performance as a manager. Bandura (1997) has introduced 
the concept of self-efficacy, which means a belief in one’s personal capabili-
ties. Self-efficacy affects human functioning in four major ways: cognitive, mo-
tivational and mood or affect. In cognitive, high self-efficacy appears in ambi-
tiousness, foresight and rigorous consideration. People with high self-efficacy 
set themselves difficult challenges and commit to meeting those challenges. In 
terms of outlook, they visualize successful outcomes instead of suspecting 
possible failures. In motivational, perceived self-efficacy determines the goals 
people set for themselves, how much effort they put into achieving them, their 
perseverance, and their resilience in cases of failures and setbacks. Efficacy 
beliefs also affect how people experience stress or depression. Believing in 
one’s ability to manage threats makes them less distressing. High self-efficacy 
not only helps people to lower their stress and anxiety by acting in ways that 
make the environment less threatening, but also allows them to have better 
control over disturbing thoughts. Experiencing disturbing thoughts frequently is 
not what causes distress, but rather the inability to turn them off. (1.)  
Low self-efficacy results in low aspirations and weak commitment to goals. 
People with a low sense of efficacy turn inward and doubt themselves instead 
of focusing on how to perform successfully. They dwell on obstacles, the con-
sequences of failure, and their personal deficiencies when facing difficult 
tasks. The focus on their own inadequacies and themselves, rather than the 
task in question, makes them lose faith in themselves. (Bandura 1997, 2.)  
Self-efficacy determines an individual’s beliefs relative to his abilities to exe-
cute a certain task successfully within a given context, and thus self-efficacy 
inevitably affects the performance of an individual. In fact, self-efficacy has 
been proved to be a better predictor of work-related performance than, for ex-
ample, job satisfaction, personal traits and level of education. In addition, self-
efficacy is state-like and dynamic and can change over time with new infor-
mation, experience and learning. Due to its dynamic nature, it can be adopted 
to human resource development and performance management improvement. 
(Luthans 2002, 384.) 
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To conclude, a manager should possess several competences and capabili-
ties in order to be a good and effective manager. The competences can be di-
vided to areas, although they are overlapping. As important as versatile skill 
sets and competencies are to a manager, it is, however, more important to be 
authentic and allow mistakes from oneself than to fake the role of a perfect 
manager. False behaviour can damage the open interaction between the 
manager and his subordinates. The following chapter addresses what devel-
opment means in an organizational context. 
2.4 Ways of developing management 
According to Doyle (2007, 360), Thomson and others (2001) have defined 
management development as the process, which includes not only formal 
management education and training, but also informal and experiential means 
of formatting human capital. Dessler (2008, 310) defines management devel-
opment in the following manner: “Management development is any attempt to 
improve managerial performance by imparting knowledge, changing attitudes, 
or increasing skills.” 
The process of management development includes assessing the strategic 
need of the company, appraising the current performance of the managers, 
and finally developing the managers (ibid). 
2.4.1 Development in organizations 
Learning and development (L&D) refers to the process, in which the presence 
of the knowledgeable, skilled and engaged workforce that the organization re-
quires, is ensured. It involves such actions that facilitate the acquisition of 
knowledge and skills by individuals and teams. These actions include provid-
ing experience, learning events and programmes by the organization, and 
guidance and coaching by line managers and others. In addition, individuals 
carry out self-directed learning activities. (Armstrong 2012, 274.) 
Learning occurs when a person acquires and develops knowledge, skills, ca-
pabilities, behaviours and attitudes (ibid). In other words, learning happens 
when a person acquires and develops competence. Armstrong (2012) states 
that learning includes modifying behaviour by using experience along with 
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more formal methods for learning within or outside the workplace. Develop-
ment refers to the growth or realization of a person’s ability and potential once 
learning and educational experience has been provided. (ibid.)  
Approaching learning and development from a strategic stance means taking 
the organization’s goals and how they will be achieved into consideration 
when helping people to learn and develop. Strategic L&D is based on the idea 
that the organization’s human resources play a strategic role in its success, 
which is why investing in people and developing the human capital of the or-
ganization is worthwhile. Even though strategic L&D is business-led, the 
needs and aspirations of individual employees must be taken into account. 
One of the essential factors in strategic L&D is providing an environment in 
which learning and development are encouraged. Even though the organiza-
tion needs to invest in learning and development by providing learning oppor-
tunities and supporting the process of L&D, the individuals have the prime re-
sponsibility for their learning and development. (Armstrong 2012, 274–276.)  
When planning learning and development, certain factors need to be consid-
ered. Firstly, the learning needs in the organization must be identified and an-
alyzed. This includes factoring in the learning needs within the organization, 
such as different groups and individuals. Secondly, attention should be paid to 
how people learn. (Armstrong 2012, 281, 290.) Issues related to learning are 
discussed in the following sub-chapter. 
2.4.2 The role of learning in development 
According to Hyppänen (2013, 122) individuals have different learning styles 
and everyone has a characteristic learning style through which learning is 
more effortless. According to Armstrong (2012, 281), Kolb et al (1974) have 
identified a learning style that consists of a four-stage learning cycle. (See Fig-
ure 3.)  
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Figure 3. Kolb et al’s learning cycle (Armstrong 2012, 281) 
The first stage of the learning cycle is a concrete experience, which can be ei-
ther planned or accidental. In the second stage, reflective observation, the ex-
perience and its significance are being reflected on actively. The third stage is 
abstract conceptualization (theorizing) in which various concepts and ideas to 
apply in the future are developed by generalizing from experience. The last 
stage is active experimentation that includes testing the concepts or ideas in 
new situations. This leads to new concrete experience and the cycle starts 
again. (Armstrong 2012, 281.) Hyppänen (2013, 122) notes that adults com-
monly learn according to this learning cycle.  
Armstrong (2012) introduces another learning style generated by Honey and 
Mumford (1996). They identified the four learning styles, which are activists, 
reflectors, theorists, and pragmatists. The activists get fully involved in new 
experiences without bias, whereas the reflectors prefer standing back and ob-
serving new experiences from different angles. The theorists apply their ob-
servations in the form of logical theories, and the pragmatists experiment with 
new ideas, approaches and concepts to see their functionality. None of these 
styles, however, excludes the other. A person can have features of more than 
one of the styles. (281.)  
The above-mentioned learning styles, Kolb et al’s learning cycle and Honey 
and Mumford’s learning styles, are the two most familiar classifications of 
learning styles (ibid). People can, however, also be divided into three groups 
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based on which senses they tend to use when learning and remembering: vis-
ual, auditory and kinesthetic. A visual person learns mostly with his sight and 
understands a new topic with the help of pictures or tables. An auditory person 
benefits from verbal speeches and stories in the learning process. A kines-
thetic learning style means that the person learns best when trying the new 
thing in practice. Also having the possibility to make notes during the learning 
process is helpful for a kinesthetic person. The learning styles come naturally 
to people and they are usually quite easy to recognize. (Hyppänen 2013, 122.)  
Despite the learning styles, people tend to learn through certain experiences. 
As introduced by Hyppänen (2013), Lombardo and Eichinger (1996) have cre-
ated a model according to which 70% of an adult’s learning takes place in the 
work, the work experiences and when solving work-related problems. Twenty 
percent of the learning happens in interaction situations via conversations, 
feedback and examples. Courses and reading cover ten percent of an adult’s 
learning. (125.) It, thus, seems unusual that organizations seem to utilize train-
ings and courses commonly as means of development. 
The different learning styles can be considered when planning and conducting 
the learning events or personal development programmes. The utilization of 
learning styles is, however, challenging since participants do not necessarily 
have only one learning style and since the learning group will most likely in-
clude participants with several different learning styles. (Armstrong 2012, 
282.)  
2.4.3 Approaches to management development 
In terms of the concrete actions to develop management competence, Arm-
strong (2012) informs that the approaches can be divided to formal and infor-
mal. The formal approaches to management development consist of the pro-
cesses and events that the organization plans and provides based on the 
identification of development needs. Examples of formal approaches include: 
planned experience, such as job rotation, job enlargement, and participation in 
project teams; coaching; training in the form of internal or external courses; 
mentoring; action learning, through which managers expose themselves to 
real problems with the aim of developing their talents; the use of performance 
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management processes; and structured self-development that follows a self-
directed learning programme. (314.) 
Informal approaches to management development take advantage of the 
learning experiences that managers encounter on a daily basis. Managers are 
learning whenever facing an unusual problem or an unfamiliar task, and hav-
ing to adopt new ways of dealing with the situation. Learning will happen, 
when managers reflect on their behaviour in the situation and how and why it 
affected the outcome, either positive or negative. Reflecting one’s experiences 
comes naturally to some managers, but often managers either find reflecting 
difficult or fail to recognize the need for it. Informal approaches can be utilized 
to encourage and help managers to a more effective manner of learning and 
development. (Armstrong 2012, 315.) 
Informal approaches include: emphasizing self-assessment and the identifica-
tion of development needs by encouraging the managers to assess their per-
formance and analyze the factors affecting the performance; getting managers 
to preparing their own development plan; and encouraging managers to an 
open conversation about their problems and opportunities with their manag-
ers, colleagues or mentors in order to establish for themselves their learning 
needs. Another way is to help managers to understand their personal learning 
styles in order to increase the effectiveness of the learning experience. This, 
however, might have to be provided with a more formal approach. (ibid.) 
The management competence development approaches for the case com-
pany were discussed with the HR manager of the Jyväskylä Energy Group. 
The approaches were chosen based on the possibility to execute them in the 
case company. The approaches were included to the questionnaire, with the 
aim of investigating which approach the managers see most appropriate for 
developing their competence in different competence areas. The formal ap-
proaches, which were seen possible to implement in the case company, are 
briefly introduced next. 
Training 
In this case, training was defined to take place in a group, which is why the 
Finnish word “ryhmäkoulutus” was used in the questionnaire. Training can be 
provided either internally or externally. In internal trainings the focus can be 
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drawn to a certain theme, the length of the training can vary, and the methods 
used can resemble a lecture or aim at engaging the participants. The ad-
vantage of internal training is that the company practices can be discussed 
openly. The trainer can, however, come from within or outside the organiza-
tion. External trainings, on the other hand, provide opportunities to network 
and get familiar with practices in different organizations. (Hyppänen 2013, 
128–129.) 
Coaching 
Coaching is a personal approach, which aims at helping people to improve 
their performance alongside with skills and knowledge (Armstrong 2012, 306). 
The coach helps in focusing and reaching goals through different techniques, 
which aid the person being coached to gain insight of the matter and make de-
cisions. Therefore, coaching is not founded on the coach sharing his own ex-
periences. Coaching commonly consists of several face-to-face meetings, 
which have a jointly agreed purpose. (Hyppänen 2013, 130.) 
Mentoring 
In mentoring, the aim is at transferring experience and competence. The men-
tor is the more experienced party, who both shares his experiences but must 
also be willing to learn from the actor. The actor is the one being mentored, 
and applies the received information to his work or situation. (Hyppänen 2013, 
130.) Mentoring is ideal for transferring tacit knowledge (Aaltonen & Kirja-
vainen 2006, 73).  
Job diversification 
Job diversification offers new tasks and challenges, which broaden the com-
petence of the worker and thus strengthen his view on the job and the organi-
zation as a whole. Although job diversification is often used when there is a 
need to fill in other workers in cases of absence, it simultaneously serves as a 
method to diversify a worker’s competence. (Hyppänen 2013, 126.) 
Job rotation  
When utilizing job rotation, a person works a certain period of time in another 
unit or position. Job rotation strives at expanding the person’s competence 
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while also utilizing his competence in different parts of the organization. 
(Hyppänen 2013, 126.) 
Work-counselling 
The aim of work-counselling is to increase expertise and to offer guidance in 
mental and personal growth. In work-counselling, the focus is often in the work 
itself, for instance in clarifying one’s role in relation to the work or discovering 
the purpose and aims of the work. Discovering, analyzing and becoming 
aware of one’s feelings and questions related to work or work community and 
roles create the foundation for work-counselling. The basis of work-counsel-
ling is at experimental learning and interaction. (Hyppänen 2013, 131.)  
e-learning 
e-learning refers to providing learning material and guidance to individuals 
through the use of computer, networked and web-based technology. e-learn-
ing does not aim at replacing face-to-face learning, but enhances learning by 
extending and supplementing it. e-learning can be customized to fit the indi-
vidual’s learning needs, but it does, however, require great motivation, and 
time and effort from the learner to be successful. (Armstrong 2012, 295.) 
A degree that supports professional development 
Competence can be developed through degrees that support professional 
competence. In terms of management development, different degree special-
ized in management can be utilized. (Hyppänen 2013, 129.) Completing a de-
gree occurs in a longer time period and requires commitment from the partici-
pant, since it takes place besides working. 
2.5 The future of management 
The environment of leadership has gone through drastic changes during the 
last few decades. A transition from industrial to the post-industrial paradigm is 
taking place, which refers to focusing on the relationship of leaders and collab-
orators instead of concentrating on the leader alone. The environment for 
leadership has become more complex and a leader is required to operate in a 
complex, contradictory, rapidly changing, chaotic and global virtual network. A 
leader will face many paradoxes that need to be solved, for instance how to 
23 
 
 
come to the fore, yet remain in the background; how to trust people and keep 
an eye on them; and how to be self-confident while remaining humble. One 
great paradox is aiming at efficiency and, yet, ensuring well-being. (Syd-
änmaanlakka 2005, 142–144.) Now and in the future, leadership encounters 
challenges such as countering accelerating change and learning to live in con-
stant turbulence (Sydänmaanlakka 2014, 47).  
Palsule (2014) introduces the five leadership challenges that are unique to the 
Social Age, which refers to the age of globally connected networks. The char-
acteristics of the Social Age include increasingly producing and consuming in-
formation through social media, continuous disruption, and agility being the 
most essential parameter of success. The first challenge is anticipating dis-
continuity. This refers to being able to pick up weak signals from possible up-
coming changes and finding ways to respond to them at a fast pace. Exam-
ples of such occurrences could be the mobile apps’ effect on the cell phone. 
The second challenge is proactively influencing the world around you, which 
signifies the current demand towards leaders to influence other areas in addi-
tion to their team in the organization. The influencing requires the leader to 
use new emotional and social channels. The third challenge is authentically 
relating to others. This challenge stands for the new demand for transparency 
in organizations, which disables the leaders to have an inauthentic “game 
face”. (200–201.) The fourth challenge is related to the chaotic environment of 
leadership described by Sydänmaanlakka (2014, 47). It is taking in new infor-
mation and adjusting perspectives, which is associated with the abilities to 
make adjustments, remain adaptive, operate using multiple perspectives, and 
work with contradictions. Future leaders should be able to succeed in the 
aforesaid tasks without compromising their credibility. Finally, scaling commu-
nications for different audiences is the fifth future challenge. It suggests that a 
leader of the Social Age can speak about the company to everyone who is in-
terested – internally and externally – by means of social media. This new real-
ity requires the leader to be capable of pitching communications while ensur-
ing that they are appropriate for an individual, a group and the whole world at 
once. (Palsule 2014, 201.) 
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Management has changed, and is changing, but according to Jesuthasan and 
Holmstrom (2016), so is the work itself. The traditional leadership develop-
ment is being challenged by the democratization of work and the continuously 
advancing digital technology. They call the Social Age as the “work-disrupted 
age, which seems like an adequate expression when bearing in mind the fu-
ture challenges described by Palsule (2014, 200–201). Jesuthasan and 
Holmstrom (2016) introduce the three priorities in leadership development in 
order to meet the future challenges. Firstly, leaders should fully comprehend 
and master “digital”, which is not just something happening to organizations, 
but it is rather the means through which work is accomplished. It is not merely 
some new technology, but the matters that affect the accomplishment of the 
work. These could be robotics for package loading in some companies, or a 
disaggregation of a certain department. Thus, mastering digital is not all about 
knowledge of technology, although it certainly matters, as well. The vision and 
forward-focus of the leaders is essential in order for them to anticipate the 
possible disruptions that technology may cause on the business model. What 
is more, the leader should be able to mobilize the organization for change and 
drive a culture of collaboration. In terms of mastering digital, leaders of future 
might benefit the most from learning content that consist of envisioning the fu-
ture, taking risks and leading change, for instance. (ibid.) 
Secondly, Jesuthasan and Holmstrom (2016) suggest unifying both class-
room-based learning and on-the-job learning in order to gain full advantages 
of both. Formal learning is utilized to set the context thoroughly after which the 
new behaviour can be practiced and applied on the job. While learning on-the-
job, routines for manager, peer and coach feedback could be initiated. The 
last development tool recommended is coaching, which provides perspective 
and a “safe” place for dialogue for many leaders.  
Hamel (2009) has investigated the future of management and come up with 
25 “moon shots” that represent the critical priorities for tomorrow’s manage-
ment. The basic idea behind the priorities is, however, the desire “to make 
every organization as genuinely human as the people who work there”. Peo-
ple are adaptable, innovative and community minded, but, sadly, the human 
qualities are often drained from organizations by the management procedures. 
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Creating genuinely human organizations has, nevertheless, become an inevi-
table business imperative. (2, 8.)  
3 Methodology 
The topic of the thesis was the current level of competence among the man-
agers in the Jyväskylä Energy Group. In this chapter, the methodology and 
the implementation of the study are be discussed. 
3.1 Research design and process 
Wilson (2010) states that research has three widely accepted definitions. 
Firstly, research is described to be a process of enquiry and investigation, 
which suggests that research consists of a predetermined set of questions, 
aiming at answering these questions through data gathering, and finally ana-
lyzing the data. Secondly, research is systematic and methodical, which indi-
cates that research must be well organized and include a series of stages. Fi-
nally, research increases knowledge, which refers to improving the knowledge 
of the researcher, and, hopefully, that of the audience. (2–3.)  
When considering the systematic process that research can be defined to 
have, the importance of research questions stands out. A clear set of research 
questions is crucial for performing effective research, and the research ques-
tions can be described as being “the glue that holds the project together”. (Wil-
son 2010, 3.) 
The two main strategies in research are quantitative and qualitative (ibid., 13). 
Quantitative research is convenient for deduction, testing a theory or hypothe-
ses, and when the research concerns a large number of people (Johnson & 
Onwuegbuzie 2004, 18–19). According to Wilson (2010), Hyde (2000) states 
that often a quantitative approach is used when aiming at measuring the be-
havior and characteristics of a particular sample, and attempting to create 
generalizations of the population from which the sample has been drawn (14). 
The quantitative approach is usually associated with numeric analysis of data, 
whereas in the qualitative approach the examined data tends to be in a narra-
tive form (Wilson 2010, 13). The characteristics of qualitative research are in-
duction, and discovery, and it can describe a phenomenon in rich detail and 
26 
 
 
provide understanding of people’s personal experiences of the phenomenon 
(Johnson & Onwuegbuzie 2004, 18, 20). 
Despite the comparison of the two research strategies, they do not necessarily 
have to be used exclusively (Wilson 2010, 15). Hirsjärvi, Remes and Saja-
vaara (2007) mention that it is, in fact, difficult to create exact distinctions be-
tween the two approaches. Qualitative and quantitative approaches can be 
seen as complementary instead of competing approaches. In research, they 
can be used concurrently or sequentially, and thereby they bring added value 
to the research. (132–133.) Johnson and Onwuegbuzie (2004, 18) suggest 
that collecting data using different strategies, approaches, and methods is 
likely to complement the strengths of the research. 
The purpose of a case study is to investigate the particularity of a single case, 
which can be for example a person, a classroom, a programme, or an institu-
tion (Simons 2009, 3–4). According to Bryman and Bell (2015, 68), Eisenhardt 
and Graebner (2007) have stated the case study to be a very popular and 
widely used research design in business research. A case study can be con-
ducted using either qualitative or quantitative approach, the relevant factor be-
ing the aim to provide an in-depth elucidation of the case (Bryman & Bell 
2015, 68).  
This study was a case study conducted as a quantitative research, which, 
however, involves features of qualitative research. The secondary data con-
sisted of literature related to management competences and ways for devel-
oping management competences. The primary data for the research was col-
lected by utilizing the survey method, which included three open-ended ques-
tions to gain a more in-depth understanding of the topic. 
Surveys are a frequently used means of collecting data in business and man-
agement research. The survey method includes asking individuals questions 
face-to-face, by telephone or via questionnaires. The desired information can 
be related to the person, company or sector. The scale of population varies 
from small to large, and sometimes the population as a whole is included, 
which is called a census. (Adams, Khan & Raeside 2014, 118.) In this study, 
the data was collected by an email questionnaire, which was distributed to the 
27 
 
 
managers of the case company. The aim of the research was to gain under-
standing of the general view of management competence among the manag-
ers, which is why quantitative approach was selected. The number of the 
managers was 51, which enabled including the population as a whole to the 
study.  
There is a great amount of critique targeted at the survey method. According 
to Adams and colleagues (2014), the survey approach is overused and tends 
to result in poor response rates. With a low response percentage both the rep-
resentativeness of the sample and the reliability and validity of the findings are 
somewhat questionable. (ibid.) Bryman and Bell (2015) compare the question-
naire to a structured interview and agree that especially in postal question-
naires there is likely to be the risk of bias if the response rate is low, as it can 
be assumed that there are differences between participants. They also men-
tion missing data, inability to help the respondents in case of misunderstand-
ing, inability to probe the respondents to elaborate and the difficulty to ask 
many questions that are not salient to the respondents as downsides of the 
survey method. (241–242.)  
There are, however, many advantages to using a questionnaire as a method 
of data collection. It is a fairly inexpensive and quick way of collecting data, 
although it should be taken into consideration that it may take time for them to 
be returned. There will almost inevitably be the need to send follow-up letters 
to those who have failed to response initially. (Bryman & Bell 2015, 240–241.) 
In this study, the desired outcome was to find out the opinions of each man-
ager in the organization. A questionnaire was considered less time-consuming 
and was therefore an appropriate method for data collection. The question-
naire was conducted with the Webropol programme, which enabled ensuring 
the respondents anonymity. Anonymity was one of the advantages of the sur-
vey method that was considered when determining the data collection 
method, since the subjects under investigation dealt with quite delicate infor-
mation concerning the managers’ perceived competence.  
Bryman and Bell (2015, 243) encourage using reminders as a follow up proce-
dure with respondents who do not reply at first. This was possible to execute 
with the Webropol programme, which kept track of the respondents that had 
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not yet responded to the questionnaire. Due to a strict schedule, the respond-
ents were given only one week to reply to the questionnaire. Even though the 
questionnaire was declared compulsory for the managers, two reminders were 
sent in order to receive a decent response rate. The reminders were, indeed, 
worthwhile, since the outcome resulted in a response rate of 88%.  
3.2 Designing and implementing the questionnaire 
The survey instrument was designed for this study by the author. It was a 
structured questionnaire involving both closed-ended and open-ended ques-
tions. The questionnaire was adapted from the theoretical framework, which 
was composed of the theory of management competence and management 
development. The wishes of the assignor also designated the outcome of the 
questionnaire. The procedures of development were discussed with the as-
signor in order to gather the procedures that were possible to execute within 
the organization.  
Self-assessment as a tool for evaluating competence 
The aim of the research was to investigate the managers’ current level of 
management competence. When pondering on the appropriate method to as-
sess the current competence level and to gain a comprehensive understand-
ing of the baseline, from which to start developing, the 360-degree feedback 
method was, naturally, considered as one option. 360-degree feedback can 
be used under the condition in which everyone participates in the assessment 
(Wimer 2002, 39). This would have been the case in this thesis, in which all of 
the managers were included to the assessment. Ideally, 360-degree feedback 
can help people realize their potential, and the assessment process can max-
imize their learning opportunities. The method does, however, require a great 
sense of responsibility and accuracy from those providing the feedback, and 
the anonymity might cause the feedback providers to vent rather than provide 
constructive feedback. (ibid.) The organization is currently experiencing a vol-
atile period of time, which is why 360-degree feedback was considered to be 
an unfavourable choice for the research.  
A self-assessment was chosen as the method for evaluation, because manag-
ers must know their strengths and development areas and they should be able 
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to self-reflect on their behaviour (Sydänmaanlakka 2005, 161). The self-as-
sessment was also hoped to stir up thoughts among the managers and pro-
voke them to really reflect on their perceived competence.  
Due to the resources and requirements of a bachelor’s thesis, some consider-
ations had to be made regarding the extent to which the management compe-
tences are investigated in the study. It was clear in the beginning of the thesis 
process that the management competence needs to be narrowed down and 
some, even if important, areas of competence need to be excluded.  
The following competence areas were chosen to be investigated in the re-
search: 
1. Work-related competence 
2. Interpersonal competence 
3. Leadership competence 
4. Implementation competence 
5. Wellbeing competence 
 
When investigating the competence areas of managers, the author wanted to 
regard the concept of self-efficacy due to its effects on human functioning. The 
perceived efficacy is reflected especially in the implementation competence 
and wellbeing competence areas, which address topics such as decision-mak-
ing, goal-setting, operating in stressful situations, and the attitude towards fail-
ures. Managers encounter these themes in their work on a daily basis. Self-
efficacy was, thus, seen as an important factor to take into consideration when 
investigating management competence. 
As such, the author finds the self-assessment tool to be comprehensive and 
providing a relatively broad understanding of the managers’ current level of 
management competence. (See Appendices 1 & 2.) 
The technical aspects of the assessment tool 
The questionnaire was a self-completion questionnaire (See Appendices 1 & 
2), which consisted of 42 questions. The questions were divided into three ar-
eas: background questions (1–6), questions about competence (7–38) and 
questions about the strengths and development areas of the managers, and 
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the future challenges in management (39–42). Four of the background ques-
tions were closed-ended questions and two were multiple choice questions 
with one open-ended option. Questions about the strengths and development 
areas were open-ended questions. The future challenges were dealt with both 
an open-ended question and a more specific multiple choice question related 
to the areas the managers would like to develop the most when concerning 
the future challenges. 
The questions about competence were responded to by using the Likert scale. 
The Likert scale question seeks to determine a respondent’s attitude toward a 
certain subject. The respondents are usually asked to read a statement and 
choose the response that best reflects their opinion. The researchers tend to 
use a five-point scale, in which the middle option stands for a neutral opinion. 
(Wilson 2010, 155.) The form of the questionnaire was similar to the one that 
Sydänmaanlakka (2003) has designed. He has tested the tool among top 
management in Finland and received positive feedback on its usability. As the 
measure used in his study was proven functional, it was introduced in this the-
sis. The 6-point scale was seen appropriate so that there are enough describ-
ing responses, but also to avoid receiving too many “neutral” responses that 
might be the result if the questionnaire were filled in hastily. Because the re-
spondents were to assess themselves, the absence of a “neutral” option was 
not seen as a problem. 
Having composed the first version of the questionnaire, it was sent to the the-
sis tutor. After this, the questionnaire was modified. The questionnaire was 
also processed with the assignor after which some moderations were made. 
The questionnaire was tested before sending it to the managers in order to 
ensure that the word phrases were comprehensible and misunderstandings 
could be avoided.  
The questionnaire was distributed to the managers via email. There were 51 
managers in total, and this number involved the managers from all levels. In 
the cover letter, the objective of the research was explained thoroughly, the 
justification for the participation of each manager was provided, and the partic-
ipants were guaranteed with confidentiality, as suggested by Bryman and Bell 
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(2015, 242). In addition, the respondents were encouraged to respond on ac-
count of their own personal development, since the questionnaire was a tool 
for evaluating their strengths and development areas.  
The organization operates in Finnish language, hence Finnish was the lan-
guage used when generating the questionnaire. The translation process in-
creased the workload, yet the author did not wish to compromise the quality of 
the responses. Giving the respondents the possibility to response in their na-
tive language was seen crucial with respect to the quality and reliability of the 
results. The questionnaire was, however, translated in English. (See Appendix 
2.) 
3.3 Analysis of primary data 
The data was analyzed by using the SPSS programme to the most part. The 
SPSS is a widely used programme for analyzing quantitative data and its utili-
zation is relatively straightforward (Bryman & Bell 2015, 365). The simplicity of 
the programme was considered as an upside in terms of the research quality. 
The three open-ended questions were analyzed by using content analysis and 
quantifying the results to a numeric form. Quantifying content analysis results 
can clarify the results that have been collected via open-ended questions 
(Tuomi & Sarajärvi 2009, 120), which is why it was seen as an appropriate 
method for the research. According to Tuomi and Sarajärvi (2009), Miles and 
Huberman (1994) describe the inductive content analysis to consist of three 
phases, which are reducing the data, clustering the data and abstraction. 
(108.) After the second stage, it is possible to quantify the data (Tuomi & Sa-
rajärvi 2009, 120). Before the quantification, the data is reduced, which refers 
to either summarizing the information or sectioning it to smaller components. 
Next, the expressions are clustered and categorized so, that similar expres-
sions are in one group. (109–110.) When the categories are formed, the num-
ber of mentions are calculated, which provides quantitative data (Tuomi & Sa-
rajärvi 2009, 120). After quantifying the open-ended questions, they were illus-
trated with tables. 
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4 Research results 
The results have been agreed to keep confidential. The research results can 
be found in Appendix 3. 
5 Conclusions 
The conclusions have been agreed to keep confidential. The conclusions can 
be found in Appendix 4. 
6 Discussion 
The discussion has been agreed to keep confidential. The discussion can be 
found in Appendix 5. 
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